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25 April 1984 


MEMORANDUM FOR: Deputy Director for Policy, Analysis, 
and Evaluations 


roe ere 
ier, ces and 


Planning Staff 


SUBJECT: Projected Needs of Agency Manpower . 
Goals--1990s and Beyond 


REFERENCE: Memo fr C/CMS/DDA to D/Pers, dtd 20 Apr 84, 
Same Subject 


1. It is perhaps an oversimplification to indicate that most skilled 
employees who voluntarily leave the Agency prior to retirement are 
dissatisfied with either their pay and penefits, or their sense of job 
satisfaction. Therefore, it is logical that the Agency undertake programs to 
improve the intangible elements of job satisfaction as well as pay and 
penefits. Such things as recognition and self-image, a sense of 
accomplishment, the number of constraints on creativity or resources, peer 
respect, and the satisfaction of understudying respected professionals are all 
related to job satisfaction. 


2. If the Agency is to remain competitive in the 1990s, there will 
obviously have to be an assertive recruitment program which seeks out the 
talented candidates needed to fill our positions. This program will have to 
be multifaceted, with graduated work tours and benefits that are tailored to 
Agency manpower skill requirements. The Agency will also have to keep 
compensation competitive, including the upper grades, and continually review 
and adjust the employee benefits package--and inform employees fully of their 
available benefits. There are additional actions which the Agency could take 
which could prove to be very effective in attracting and retaining skilled 
employees. Some of these additional actions include: 


a. Develop personnel management systems which reflect the current 
trend toward a greater degree of mobility in and out of the Agency and 
recognize the need for both career and short-term employees to meet personnel 
staffing levels. 
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b. Improve the performance rewards system. 


c. Develop a special corps of cross-trained managers who can manage 
Agency specialists in production, collection, and administration, or 
functional specialists (such as personnel managers cross-trained in personnel 
administration, data base management, planning, and quantitative analysis). 


d. Continue actions to recapture and preserve the Agency's very 
special environment that stresses teamwork, accomplishment, worth, and 
organizational vitality. It demands much and receives much from employees in 
return for an employer that is aware of the unique problems faced by its 
employees, makes an extra effort on their behalf, and enhances job 
satisfaction. 


e. Develop and apply productivity measures where relevant. 


£. Create incentives for managers to focus on and improve 
productivity. The system now is often perceived to work against the manager 
who does more with less. If the unit is smaller, it may work against the 
grade allocated for the manager's position. Conversely, the manager who is 
expanding the unit may receive a higher grade allocation. 


3. In addition to specific programs directed toward hiring and retaining 
properly skilled employees, it is critical that the Agency be able to project 
shortages and overages by skill, which can be used to devise retraining and 
recruiting strategies. One such projection technique that has been used 
successfully by IBM involves the use of "transition matrices" to forecast 
‘skill imbalances to help management formulate retaining and recruitment 
strategies. The matrices access an organization's employee data files that 
contain current and historical information concerning employee positions and 
skills. From this data, "transition matrices" are constructed. These 
historical transition rates are modified to emphasize growing trends and 
future requirements, and used to iteratively project skill distributions one 
year at a time. Projected skills that are over or under the targeted levels 
are then balanced by appropriate retraining or recruiting strategies. This 
technique, called a MARKOV Process Model, is now used by the Office of 
Personnel for analyzing age and grade changes and could be adapted to skill 
projections within a realistic time frame. Since a skill imbalance is 
projected only if the demand for a skill is not within the upper and lower 
bounds of the supply for that skill, some future imbalances may not be 
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predicted. This method is, therefore, conservative in determining skill 
imbalances, with only the larger imbalances detected; short-term or small 
imbalances may not be projected with this method. For these reasons, this 
analysis should be used in conjunction with conventional personnel management 
techniques to achieve an effective human resource planning strategy. 
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MEMORANDUM FOR: Director of Communicztions 

Director of Data Processing 
Director of Finance 
Director of Information Services 
Director of eee ee 
Director of Medical Services 
Director of Personnel 
Director of Security 


Director of Training and Education 
STAT FROM: 


areer Management va ferr 


SUBJECT: ~~. Projected Needs of Agency Manpower Goals-- 
1990s and Beyond he 


1. An Agency Steering Group chaired by the Executive | 
Director is looking at ways CIA can continue to attract, train, 
motivate, and retain sufficient numbers of high- quality. 
employees to £ill cur projected needs in. the 1990s and he 


2. The Associate Deputy Director for Mapai St xa ton 
‘has requested that each Directorate Subgroup review the 
attached and submit recommendations regarding actions and 
programs we could undertake to improve our competitive 
position in our manpower goals for the future. Your comments 
and recommendations should be forwarded to us by COB 


.~ 27 April 1984. If r stions,, please contact 
STAT ~ the undersigned on cae 


Attachment: 
As Stated 


we ees 
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Goals and Actions The first and most cruciz! area concerns the people we will need in the fu- 
ture. ie 


The Manpower Goal Yo ensure fhat CfA can continue to atiract, train, molivate, and yetain 
suificient numbers of high-quality emsloyess to All our F projected neo. in 


the 1990s and beyond. (c) 


Background and the Problem. ax 

We have held 2 competitive position in the US job market for most of our 

. history, la ie because of the petente attraction and mystique of a career | 
ite practitioner, As a result, we have 

ea aceaa an unusually cualifred work force, and our selection process is 

designed to keep it that way. (u} : Pa Me eS 


in intellicen e with the nation’s rest <i 


There is, however, 2 growing perception in th e public and private sectors 
that the supply of high-callber telent in this country, particula rly in 
languag ze and area sti Si and in some technical fields, is not keeping pace 
to the inadequacies in our educational system 
ae bie a fodiens hee com ae on irr 19383, census projections indicate that. 
a population in the prime recruiting ages (20 to 24 and 25 to 29) will de- 
Cline for the rest of this century. The number of attractive employers 
to swell throughout our increasingly 
me a the venefits of ek 
business and industry are increasing - 
& bri aa test young people. 7 he bidding 
come even more so. ao : a 


outside of Government continues to 
service-oriented economy. At the sa 

a5. 8 a emoloyment are decreasing evea 2 
. inducements and perks to attract t 
is already intense ‘and is ikely ta be 


“ES : There is little reason, then, to feel complacent Pete our ability ‘0: attract 
dees i 
ae ete _ and hold sufficient numbers of gifted people over the long term. Moreover, 


be done in the 1990s. (it is doubiful ia any event that'we will grow much 
beyond our requested personnel strength for FY 1985.) We face growing 
demands for rapid, curreat, eae) resi pons es to an ever expendia’ set of 
questions in an increasingly : 

environment. The quality of our work ate wi ite Saal to our ability to to 
maintain the standard of excellence tt nat policymakers have come ta expect 
from us over the years. (C) " oe ra co oes 


a larger work force of pedestrian talent simply will not do the job that must 


ww 


2 


The actions We have taken over the x past two years on, “hich ey issues ae 
ew recrultment and hiring techr occ and impr oved compensation and — 
benefit programs reflect needed movement on manpower issues. The 
\ . : prospect of Congressional action‘in 3985 to reduce federal civilian 
\ . retirement benefits—an element in the attractiveness of a career ia 
' government—increases the urgency of preparing now to ensure that our 
future position will be competitive. c ; 


ih . ; ce 


it ners. | ut, ee 
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Actions Needed in the Short Term 

We must assess the dif aus we may face in maintaining the appropriate 
level and mix of skills and experience we will require over the long tem, 
and we must devise ways to ove 


come or get zround the problems we 
foresee. First, however, we ceed amore clearly define 
1 


which to address the Pigehects fo empioyee ca ent, motivation, 
‘training, and retention and the implications cf the © prospects for incentive - 
programs now under consideration. We must SS = how the Agency’s mix 
of requisite skills may change over ne ne se 10 to 15 years as the 
Directorates cope in earnest with the co mau) are eee andthe -"° 
oo. and substantive eee thet 2 ecast for the 1990s. 


We also must develop a more accurate appre roti oa the size and 
character of the pool of relevant talent we will have to draw on during that 


eriod. Finally, we must assess the limits—tezal eae reasonable—of our 
capacity to initiate programs to enhance our ability 


sto compete for quahiy 
‘applicants and to retain and motivate our most p 


ai uctive employees over 


the long haul. Within this framework, which skou ce be ia place by the end 


of 1984, we will be able to implement en innovative, Agency-wide strategy 
to satisfy our personnel needs in the 1990s. (c} mS 


To create and maintain momentum to deal with this 


Executive Director will chair a Steerin = Grouy on Personnel that will 


consist of the Associate Deputy oe and representatives from the - . 
independent offices, as appropriate. The Steering 


:¢ Group will look to the 
Director of Personnel to develop studies for its rzview by ts end o oF £1984 
ont. 4 _ 


* The mix of skills needed by the Dir ectorates over the next,10 to 15 years. 


« The size and character of the relevant pool of t 
vailable to us during the same period. 


® Recommendations regarding actions and progie 
to improve our competitive position during th 
of the Jegal and practical limits we face 
and actions. (C) 


2ms we could wader take 
at period, and a description 
in implementing such programs : 


It is too early to predict the specific strategy that will eute from ae wae 

cess. In the course of preparing this Addendum, 2 number of suggestions to ~ 
improve our competitive position in the job market were received from the 
Directorates. In the short term, for exemple, we could exoeriment with 


pilot programs in such areas as scholarships for promising students.or* 


employees and tuition forgiveness arrangements ior: :both i in'returi A for: | 


; <a ar are aaa aigr a 


ir oeeuee K within 


is crucial issue, the =~ 


izlent in the United States _ 


; = 
an 


WYey 


Approved For Release 2005/07/12 : CIA- RDP86- 00024R0003001 001-4 * 


future service commitments. We will, of course, want to ensure that our 
people reccive pay and benefits equal is or batter than those of other 
government agencies. We may wish to rna2ke more use of experts employed 
elsewhere to help us solve partic cular problems—either througn contract or 


loan arrangements. We must use our ex 
programs not only to develop advan 


nal and in-house see 


opportunities of the a ATES. And we need to learn to doa fence 
lo nt 


selling job on the advantages and satisfections of working for the Agency. 


(Cc) 


Penne. 


